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Introduction 
This report will state the topic of change, organisational change and change management. The organisation that has been chosen is Tesco. The organisation Tesco has come very far within its relation to technology and it is still advancing at present.

Research the nature of the organisation and identify internal and external change drivers.

What is change management in an organisation?
 The term change management means tasks are conducted using a structured approach to move forward within an organisation from where the organisation is currently situated at a specific point in time to the desired end goal in the future. [1]

Change in an organisation is very important. Change should be embraced as if there is no room for change, businesses would lose the competitive edge and they would not be able to meet the needs of their customers. Technology plays a big part in change for the organisation. Customer needs keep changing and as a result of this , a demand for developing and creating new products and services are required and being able to open new areas with opportunities to meet those needs for the customers , by doing this the organisation retains customers. The economy has an impact on organisations in positive and negative aspects, having a strong economy and the increase in demand for products and services will result in companies to consider expanding the business which will involve hiring more staff and new facilities. [2]

Change management in Tesco
The topic that will be outlined throughout the report is the topic about of Change and Change Management. The organisation that has been chosen is Tesco. The organisation Tesco has come very far within its relation to technology and it is still advancing at present.
Tesco currently uses technology in their supermarkets, in this section five ways will be in identfiedfied how they approach retail technology, only the two of the five will be discussed about the organisation. The organisation uses RFID which stands for Radio Frequency Identification. Tesco has been at the forefront with this and its one of the few participating within the RFID project. The RFID is used to automate admin tasks like stock counting and allow staff to be more focused on the customers more on the shop floor. Apple pay is an emerging technology in which supermarkets and retail shops use so that customers don’t have to use chip and pin devices. Using Apple pay allows customers are able to download the app and link it to their club card. [3]

BYOD integration, the acronym BYOD stands for Bring Your Own device, this is a way for the store manager employees to download, they are able to login and keep a real time account of stock levels and availability by scanning the products barcode, so that employees can get more stock as soon as they sell out of products. [4]

In the early years of the 2000s the UK was prime for online grocery shopping and making home deliveries. In the year 2000, Tesco was very quick in response to the opportunity of home delivery and to do this they had to adapt their business model by establishing a platform for groceries to be brought online.
Tesco improved the efficiency of Tesco’s operating model by implementing a digitalized in store experience. Tesco implemented a digital in store initiative which are handheld devices which are called scan as you shop, the devices were created so that customers can perform checkout functions without the help of a Tesco employee.
Tesco has a broccoli cam which is used to detect when fruit and vegetable trays are finished, a message in sent instantly to the shop floor employees for immediate replenishment.
Tesco does a loyalty card scheme that uniquely identifies each individual customer to every purchase.  Tesco has big data analytics and algorithms to adapt the supply chain and product offering to purchasing trends and to predict future customer purchasing habits and generate personalized online and offline discounts , through the club card opportunities have been created for Tesco’s business and operating model as 16.5 million customers subscribe to Club card within the United Kingdomclubcard. 
[5]

Internal and external driving force.

An internal driving force are situations or events that occur in an organisation whilst under the control and authority. Internal drivers can affect the organisation in a positive or negative way. 
There are many kinds of internal force drivers which include, organisational strategy, the structure, Process oriented, employee morale and the technological capacity. 

Strategic- The management need to adjust the strategy of the organisation to achieve the goals that company wish to achieve, this may mean having to change the fundamental approach to doing business.
Structural- Organsations may need to make some changes by re designing the way the company is structured. A change that is structural involves a hierarchy of authority, goals, management systems, admin procedures.
Process Oriented-
An organisation may need to change processes to achieve optimum workflow and productivity. A change that is process oriented relates to an organisation’s production process or how the organisation assembles products or delivers services. 
Employee Moral-
Employee moral is related to the attitudes, behaviours, skills and performance of the employees within in the company. Changing people centre processes involves communicating, motivating, leading and interacting within groups.
 [6]




Force-field Analysis identify forces for and against a specific change area. 

Force field analysis was developed by a man named Kurt Lewis in the year 1951, this analysis is used to inform in decision making in particular areas such as planning and implementing change management programmes within various organisations. 

Force field analysis is a very powerful tool that allows the gaining a comphrensive overview of the different forces that are used to tackle an organisational change to resolve the issues.

The force field analysis method is carried out in small groups. In the first instance of the process by using the force field analysis, the first step is to be identified which is to know the area of change that is to be discussed. The first step might be written as an objective or a goal. The forces in view of the change are listed in a column on the left these factors are the ones that will drive the change forward. The forces on the right hand side are the forces that are resistive towards the organisational change.
[7]

Change area 

The change area within the organisation chosen above should be to increase more technology within the organsation. The organisation currently uses technology RFID to check stock check, apple pay which is a contactless technology were customers use their phone to pay for items.

The image below shows the force field analysis


[image: http://www.mspguide.org/sites/default/files/images/Picture1.png]









Evaluate relevant Change Management theories and strategies that could be used to help reduce resistance to change and successfully implement the change initiative. 

Over a long period of time Dr Kotter observed leaders and organisation’s as they were trying to transform or execute their chosen strategy. Dr Kotter identified and extracted factors and he made them into a methodology which lead to the Kotter’s eight step methodology.

The eight steps to Kotter’s methodology are as follows:

Create a sense of urgency
This part of the methodology allows to help others to see the change through a bold, aspirational opportunity statement that communicates the importance of acting immediately.
Build a guiding collation
An army needs a coalition of effective people, born of its own ranks to guide, coordinate it to be able to communicate the activities.
Form a strategic vision
Identify how the future will be different from the past and how you can make that future a reality through initiative’s linked directly to the vision.
Enlist a volunteer army
A change of a large scale can only be made possible when a lot of people want to achieve the same goal and walk in the right direction.
Enable action by removing barriers
Remove barriers such as ineffiecnt processes and hierarchies provides the freedom necessary to work across silos and generate a real effective impact.
Generate short term wins
Wins are to be recognized, collected, communicated  and track the progress and encourage those working within the organsation.

Sustain acceleration
Work harder to achieve more after the first success, increase the credibility.

Institute change
Articulate the connections between behaviours and the success with the organsation.

[8]

Lewins 3 phase model 
Lewins three phase model covers unfreezing, changing and refreezing. Lewin developed a model that represents very simple and practical model for understanding the change process. The Lewins three phase model is still used and serves as the basis for many modern change models.

Unfreezing
Before a change can be made it has to go through the initial stage of unfreezing which means to make awareness that change is needed, because if people are not made aware they will automatically resit the change. Communication is very important during the unfreezing stage so that employees can become informed about a change that is due to happen. If employees are informed about the change they will feel that it is necessary for the change to go ahead and theta everyone feels motivated they want to accept the change.

Changing
The changing stage is the transitioning period, this is when the change becomes real employees struggle with this part of the phase. This phase in filled with uncertainty and fear and also making it the hardest step to overcome.

Refreezing

The refreezing stage is to symbolise that there is stability and making the change sold of the current state after the change has been implemented. The changes made are to the processes within the organisational processes, goals and structures. This stage is very important so that people do not revert back the old ways. Efforts are needed that change is not lost it needs to be grounded within the organisation’s cultures and it should be maintained as the acceptable way of thinking. [9]

Comparison of Kotter’s eight step change model and Lewins three phase model.
The models are very good to be used in an organsation for change, each model has strong points and weaknesses. Within Kotter’s model there is a lot to implement within a change for the organsation, each step has to be explained and people need to be aware of the change.



Applying Kotter’s strategy to the organsation.

Create
Create urgency for it – If it will help the organisation it’s a great asset 
Identify threats, examine opportunities, and get people thinking and sharing ideas.
Build 
Change is good, but try to convince your team members that change is needed and it will benefit the organisation. Build a team
Form 
Form a team with people who want to see change within the organisation. Create a vision for change, determine values
Communicate the vision, address people’s concerns and anxieties
Remove obstacles
 Identify obstacles and see how they can be removed
Enlist
Write a list of changes to be implemented 
Enable 
Action- Proceed and move forward to the end goal
Generate
Come up with ideas
Sustain
Keep it going the implementation strategy that has been put in place,
Institute
The organsation 

[10]
Mickneys seven step model

The mickey’s seven step model offers a holistic approach to organisations. This model was created by Robert Waterman, Tom Peters, Richard Pascale, and Anthony Athos during a meeting in the year 1978.
The seven factors that operate as a collective agent of change:

1- Shared values
2- Strategy
3- Structure
4- Systems
5- Style
6- Staff
7- Skills
8- 
This model offers four primary benefits. The first one offers an effective method to diagnose and understand an organsation. It also provides guidance in an organisational change. It combines rational and emotional components. All parts are integral and must be addressed in aunified manner.

Disadvantages of the McKinney’s model
With this model there are disadvantages, when one part changes all the parts change because all factors are interrelated. The differences are ignored, the model is quiet complex. Companies that have used the McKinney’s model have been known to have a higher incidence of failure.

 [11]



















Recommend Contemporary Leadership / Management styles that could be used to structure and lead a successful change process.

Servant leadership
The term servant leadership is when someone shifts the focus away from their own interests to serve the interest of others. The focus of servant leadership is not on the result, but on the means of achieving the result and the result is achieved through the expression and handling people’s needs. Assistance is required to individual roles, empowering followers and developing a culture of trust towards meeting the goals of the organsation. The servant leader’s followers achieve organisational objectives because they become the leader’s first priority. This is different from transformational leadership, where interests of the organisations are the ultimate priority. However both leadership styles are effective they come with risks, they may fall a victim to manipulation and corruption. [12]

Transformational leadership
The term transformational leadership is when leaders and their followers raise one another to higher levels of morality and motivation. This type of leadership style has these following characteristics:

A model of integrity and fairness
Sets clear goals
Has high expectations
Encourage others
Provides support and recognition
Stirs the emotions of people
Gets people to look beyond their self interest
Inspires people to reach for

Becoming a transformational leader
Creating an inspiring vision of the future
Motivating people to buy into and deliver the vision
Managing delivery of the vision
Building ever stronger ,trust based relationships with your people

[13]

Emotional leadership

The ability to understand and mange one’s own emotions and to recognise and influence others emotions it is a critical leadership skill. This can make difference between marginal accomplishment of a goal and engaging the hearts and minds of team members to uncover innovative and game changing solutions that exceed expectations. [14]


In conclusion the best change management strategy that could be used for the Tesco organsation for the change to be implemented. The organsation could use Kotter’s eight step model as its very precise and the steps have been broken down by giving a brief explanation about what the step is about. The keys steps for Kotter’s model have been broken down so that they can be applied to the Tesco organisation.

There is a disadvantage of using the Kotter model as there are eight steps required for the steps. Because there are more steps it will take a little longer to implement the change within the organsation. But there also advantages that have been identified in the model.
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